Association for Information Systems

AIS Electronic Library (AISeL)
AMCIS 1996 Proceedings

Americas Conference on Information Systems
(AMCIS)

8-16-1996

Information Systems Strategic Planning: A
Longitudinal Case Study
N. Cerpa
School of Information Systems, The University of New South Wales

J. M. Verner
Department of Information Systems, City University of Hong Kong

Follow this and additional works at: http://aisel.aisnet.org/amcis1996
Recommended Citation
Cerpa, N. and Verner, J. M., "Information Systems Strategic Planning: A Longitudinal Case Study" (1996). AMCIS 1996 Proceedings.
172.
http://aisel.aisnet.org/amcis1996/172

This material is brought to you by the Americas Conference on Information Systems (AMCIS) at AIS Electronic Library (AISeL). It has been accepted
for inclusion in AMCIS 1996 Proceedings by an authorized administrator of AIS Electronic Library (AISeL). For more information, please contact
elibrary@aisnet.org.

Information Systems Strategic Planning: A Longitudinal Case Study
N. Cerpa
School of Information Systems
University of New South Wales,
Sydney 2052, Australia.
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Department of Information Systems
City University of Hong Kong
Kowloon, Hong Kong
In this study we review ISSP within a large international organization and describe the changes that have
taken place over a period of four years. The organization is dependent on complex information technology
for all its operations. To get a better understanding of ISSP in practice we collected information about two
strategic planning exercises from experienced ISSP personnel. We review the output and consider the
relevance and effectiveness of the ISSP process, the benefits and problems, and conclude with a discussion
of issues that require further investigation. Our discussion and results are presented in two stages: Stage 1
describes information collected from initial interviews and questionnaires, and Stage 2 uses information
collected four years later.
A corporate planning group of about fifteen people, including the CIO report directly to the CEO; this
reflects the importance of corporate planning to the organization. At Stage 1 of our analysis, the mission
statement was badly affected by an economic downturn and the introduction of new competitors. By Stage
2 the situation appears to be resolved and the organization was again considered a market leader.

Effectiveness of ISSP Process
At Stage 1, the ISSP provided the organization with little competitive advantage. The effectiveness of the
ISSP and the level of satisfaction with the process were low. This situation seems to have changed by Stage
2 as is shown in Table 1.
At Stage 1 they expected to achieve competitive advantage by setting up a computing infrastructure that
allowed fast response to changing business demand. To achieve this flexible infrastructure the plans
included new technology with more technology to be added in the future.
As Table 1 shows, the ISSP was considered very relevant to the organization, but its performance was poor
at Stage 1. This contrasts with the perception that the IS goals were strongly aligned with corporate goals
and highlights the need for the IS function to be considered as an organizational resource so that IT can be
used to enhance the organization's competitive position. The low level of satisfaction at Stage 1 was related
to the fact that the ISSP process was very new to the organization. At Stage 1, the ISSP cycle was ad-hoc not recommended for an organization with such complex requirements. An ISSP that takes a long range
view and considers external factors is more likely to contribute to a good business strategy. This view was
confirmed at Stage 2, where the level of satisfaction increased. The changes in our respondents' perception
of ISSP are clearly reflected in their view of how IS could give competitive advantage to the organization.
At Stage 1, the focus was on a technology infrastructure. Four years later, every system is considered to be
strategic and part of a process to gain competitive advantage. It is believed that without IS the organization
does not have a place in the market.
Many factors contribute to an effective ISSP. Table 2 shows factors that our personnel consider lead to
ISSP effectiveness. Almost all factors gain in importance, perhaps this is due to both the gain in experience
and the better understanding of the factors by the strategic planners. Not having any methodology at all at
Stage 1 meant that "a methodology" was very important. By Stage 2 the issue was now to choose the right
methodology. The ISSP process was perceived at Stage 2 as having many more benefits to the organization
than at Stage 1. These results are shown in Table 3.

Table 1. Effectiveness of the ISSP process.

Table 2. Factors leading to effective ISSP

Problems with the ISSP Process
Any ISSP process is likely to be affected by problems and this case is not an exception. At each of the
two stages of this research, our respondents gave opinions of the general problems affecting an ISSP; these
are presented in Table 4. The major problems affecting their ISSP are shown in Table 5. Our respondents
now believe that good management commitment but not too much involvement is required. Their view at
Stage 1 was different. Organizational politics are an issue that is usually very important; it is rated crucial
for these instances of the ISSP due to the changes affecting the organization that have made organizational
politics very important and difficult. Our planners now also rate this aspect as crucial for any general
instance of ISSP. They also believe that the lack of commitment from senior management is always
important. In this organization planning staff do their job and then must convince senior management of the
validity of their proposals. At Stage 1, planning staff believe that IS executives should not communicate
their objectives to the CEO using IS terms. This view changed by Stage 2, they now believe that
communicating objectives in IS terms can be part of a teaching process that is necessary due to the huge
potential offered by technology. The lack of education and training contributed to the lack of a
methodology at Stage 1.

Table 3. Benefits of the ISSP process

Conclusions
The planning process was affected by the lack of a methodology at Stage 1 and consisted essentially of
technology requirements' analysis and the setting up of an architecture to support this. Although, without a
methodology this step worked reasonably well the adoption of ISSP methodologies has had many benefits.
They have provided tools to set up a planning framework, support the linkage of IS with business goals, aid
in assessing the risk of the IS strategy and have allowed for the evaluation and review of the IS strategy. An
important issue, which is related to choosing and implementing the right methodology(ies) is providing
staff with education and training on the methodologies available and their strengths and weaknesses.
Planning staff believe that management involvement is not relevant for the ISSP process; management
needs to be committed but not necessary involved. Research indicates that management commitment is
usually related to knowledge of the ISSP process, and obviously their knowledge depends on their
involvement. This highlights the need for real involvement of top management in the ISSP process, with
the purpose of obtaining their commitment. On the basis of this case study, we can say that the ISSP
process is a learning experience, and it will be different in each organization as there are many differences
between organizations. We have identified some important issues that should be investigated further by IS
researchers in the future. These include: 1) change in focus in the ISSP process 2) technology planning. 3)
expertise of planning staff. 4) education of business managers. Even though an ISSP process should take a
long range view, it is a dynamic process that will be affected by many factors. IS strategic planners should
be aware of the factors affecting the process, and they should constantly monitor the effects on the ISSP
process. This will permit them to quickly identify problems and find the appropriate solutions.
References are available from first author.

Table 4. Major problems affecting ISSP.

Table 5. Major factors affecting this instance of ISSP

